
 

          1230 Neilson St. ▼ Berkeley, CA  94706 ▼ 415-341-7239 ▼ www.leaders-toolkit.com 

 

 

 
  

The Ladder of 

Inference and 

Behaviors that Build 

Trust 
 



 

          1230 Neilson St. ▼ Berkeley, CA  94706 ▼ 415-341-7239 ▼ www.leaders-toolkit.com 

 
 

Levels of Trust
1

 
 

 

 

 

Level 3: You experience this level of trust when trust has become an integral part of the 

relationship. Trust goes beyond facts and incidents—it’s based on an innate faith in the 

other person. 

Level 2: Trust is beginning to be built based on a consistent pattern of integrity, 

dependability and openness. This provides a strong base that insulates the relationship 

from collapsing under difficult conditions. 

Level 1: Enter into the relationship assuming good motive and trustworthiness 

(“innocent until proven guilty”). Give others the benefit of the doubt and look for the 

trustworthiness in others. This builds a solid foundation upon which a trusting 

relationship can be built. 
 

1. “Levels of Trust” is adapted from the work of Ed Rose 

 

3. Faith 

2. Consistency 

1. Assume “good motive” 

and trustworthiness 
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The Ladder of Inference
2

 
 

 
 

I take actions based on my beliefs. 

(I won’t put any energy into building 

a relationship with John. I’m going 
to ignore him as much as I can.) 

I adopt beliefs based on my 

generalization of those assumptions 
(We can't count on John. He's not a team player) 

I draw conclusions based on 

those assumptions. 
(John doesn't care about this team) 

I make assumptions based on 
what I've observed. 

(John knew when the meeting started 
and he deliberately came in late) 

I select data from what I observe. 

(John arrives at 9:30 for a 9 am meeting; 

he didn't say why he was late) 

Observable data and experiences. 

(A meeting is in progress) 

 
2. The “ladder of inference” is from Peter Senge's book, “The Fifth Discipline Fieldbook” 
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Creating Your Own Ladder of Inference 
 

 

Create your own “Ladder of Inference.” Don’t worry about filling in all of the 

“rungs” of the ladder (boxes)—fill in as many as make sense. 

 

I take actions based on my beliefs. 
 
 
 
 

I adopt beliefs based on my 

generalization of those assumptions 

 

 

 

I draw conclusions based on 

those assumptions. 

 

 

 

I make assumptions based on 
what I've observed. 

 

 

 
I select data from what I observe. 
 
 
 
 

Observable data and experiences. 
 
 
 
 

 



 

          1230 Neilson St. ▼ Berkeley, CA  94706 ▼ 415-341-7239 ▼ www.leaders-toolkit.com 

 

 

What Specific Behaviors Help to Build Trust? 
 
 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 

➢ _____________________________________________________________________ 
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Building Trust 
 

Following is a list of attributes and behaviors of a trustworthy individual. Circle those items 

that you strongly agree with. 

 

A Person who is Trustworthy… 

1. Trusts others 

2. Follows through on commitments 

3. Maintains confidences 

4. Directly addresses conflict and differences of opinion 

5. Listens respectfully 

6. Accepts others without judgement 

7. Seeks and considers opposing viewpoints 

8. Behaves consistently 

9. Acts in a way that matches expressed values, beliefs, and priorities 

10. Shares information freely 

11. Demonstrates sensitivity and tact 

12. Involves others in problem solving and decision making 

13. Communicates clearly 

14. Works to solve problems rather than assign blame 

15. Gives recognition and credit to others when warranted 

16. Values input from others 

17. Is open to influence 

18. Admits mistakes and lack of knowledge 

19. Openly expresses goals, intention & priorities 

20. Takes risks when appropriate 


